
Phase I: 

Examination

Job Analysis

Exam

Data collected from subject 
matter experts to identify the job-
related job tasks, knowledge, 
skills, abilities and characteristics 
of a classification

Encourages departments to 
collaborate on examination 
development and the 
creation and documentation 
of a job analysis

The competitive process in which 
candidates’ knowledge, skills, 
abilities are rated against each 
other and pre-established job-
related criteria

Everyone who takes an 
exam is scored

Increases use of multi-
departmental examinations 
(consortium examinations)

Enhances promotion through 
increase use of open 
examinations

Increases use of automation 
technologies

Provides a larger more 
diverse candidate pool for 
consideration

Benefits to the State3 Rank Pilot Impact

Documents the job-
relatedness of the 
examinations 

Multi-departmental job 
analysis identifies 
commonalities between 
classifications for which one 
exam can be used

Effective use of staff 
resources from multiple 
departments

Larger pools of qualified 
candidates  increase 
likelihood of an excellent job/
person match 

Larger candidate pool 
enhances ability to fill 
vacancies quickly

Eligibility lists are continually 
updated

Effective use of limited HR 
staff resources

Greener California – includes 
using electronic vs. paper 
processing and energy saving

Cost and time efficiencies for 
departments

Benefits to State 

Employees and Public

Facilitates candidates’ exam 
preparations

Candidates can review 
validated tasks, knowledge, 
skills and abilities on SPB 
website.

Web based technology saves 
time and money for 
candidates 

Candidates job opportunities 
are broadened after 
competing in a single 
examination

More career choices

Enhanced promotional 
opportunities

24/7 feature allows 
candidates to take test at 
their convenience

Overview: California Merit System and Three Rank Pilot 

In the merit system appointments are made through a competitive process that includes three phases:  the civil service examination for the class, the 

selection process conducted by the department for a specific job, and service of the probationary period established by the State Personnel Board.
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Phase II:

 Selection

Vacancy 

Advertisement

Tools to 

Screen 

Candidates

Departments publicize the availability 
of a vacant position

Requires departments to retain 
documentation of the job-
relatedness of the vacancy 
advertisement

Screening for particular job 
requirements

Tools include: Supplemental 
Applications, Certification List 
Preference flags, and 
Application Review

Larger candidate groups 
necessitate use of screening 
tools

Requires departments to retain 
documentation of the job-
relatedness

Advertisement is accurate picture 

of job

A methodical way to screen 
candidates against job-related 
criteria

Provides supervisors with a 
structured process to more 
carefully analyze their needs

Better job skills match due to 
focused screening

Provides ability for hiring 
supervisors to interview the most 
qualified applicants based on 
pre-established selection criteria

Candidates can explain in detail 
their specific job-related 
experiences and education

Enables potential employees to 
self-screen for job/skills and 
interest matches

Assures candidates that 
everyone is subject to same 
standards and process

Overview: California Merit System and Three Rank Pilot 

Benefits to the State3 Rank Pilot Impact
Benefits to State 

Employees and Public
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In the merit system appointments are made through a competitive process that includes three phases:  the civil service examination for the class, the 

selection process conducted by the department for a specific job, and service of the probationary period established by the State Personnel Board.

Allows candidates to match 
interests and skills to vacancies

Hiring 

Interview

Pilot requires departments to 
document  pre-established job-
related interview questions 

All candidates are asked the 
same questions

Requires departments to retain 
documentation of the job-
relatedness

Documents the hiring process to 
ensure the Merit System is 
upheld

Provides supervisors with a 
structured process to more 
carefully analyze their needs

The Virtual Help Desk for 
Supervisors provides resources 
to supervisors on assessing 
needs and interviewing 
candidates

Questions are job-related

Candidates know everyone is 
asked the same questions

Candidates can explain in detail 
their specific job-related 
experiences and education
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Verify 

Candidates’ 

Eligibility for 

Hire

Reference 

Check and 

Personnel File 

Review

HR staff continue to verify 
candidates’ eligibility for hire

Requires documentation that 
eligibility has been verified

Requirement to verify 
candidate qualifications 
continues

Confirms candidates’ 

eligibility

Provides supervisors with a 
structured process to 
appropriately verify 
information the candidate has 
provided

The Virtual Help Desk for 
Supervisors provides 
resources to supervisors on 
how to conduct a reference 
check and a personnel file 
review

Overview: California Merit System and Three Rank Pilot 

Hiring 

Commitment
Pilot requires documentation 
of the selection

Better job/person matches

Phase II:

 Selection
(Continued)

Benefits to the State3 Rank Pilot Impact
Benefits to State 

Employees and Public

Candidates assured eligibility 
is verified

Reinforces merit principal in 
selection

Documents selection process 
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Completion of reference 
checks allow better job 
person matches to be made 
and supports merit principle

In the merit system appointments are made through a competitive process that includes three phases:  the civil service examination for the class, the 

selection process conducted by the department for a specific job, and service of the probationary period established by the State Personnel Board.
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Phase III:

Probationary 

Period

Probationary 

Period

Pilot requires timely 
probationary reports and 
documentation

Benefits to the State3 Rank Pilot Impact

Provides supervisors with a 
structured process to 
appropriately document 
employee performance

Enhances engagement and 
communication between 
supervisor and employee 
regarding job performance

Helps supervisor identify and 
provide training

Helps departments to foster a 
high-performing workforce

Benefits to State 

Employees and Public

Provides employees with 
clear performance 
expectations

Improves communication with 
the supervisor

Assures ongoing feedback 
from the supervisor

Overview: California Merit System and Three Rank Pilot  
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In the merit system appointments are made through a competitive process that includes three phases:  the civil service examination for the class, the 

selection process conducted by the department for a specific job, and service of the probationary period established by the State Personnel Board.
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